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" The tasks to which this Sav&y is addressed are the definition of management
informaticn neods, rveassessment of the current Management Information Systom
(MIS), and consideration of alternativ The intent is to view ths MIS and
managenent information nceds, and their rclaLJonthlno LO Center dctivities, in
g.nntal, in broad perspective so as not io obscuve 1ﬂ“ issues with unnecessary
detail., No attempt will be made to fully swmarize the appendices, since that
information sleals for itself. However, the appendices will be liberally
referred to and significant points noted. :

It is extremely difficult to place a specific value upon menagement infor-

mation particularly in a non- p‘ofit enviromnent. About all that can be said

hﬁr Center management (and other appropriate authority) should have avail-
ab]e by onz means or another, that information which it must have to accomplish
its objectives and fulfill its missions and that the associated costs should '
not be excessive. Certainly this information requirement can be met at a cost
commensurate with the importance of -the NPIC product and with fulfillment of
the national role in the intelligence community.

The p10u1Cm then is b cicfly one of, firstly, defining the objectives and
missions anq, secondly, defining the 1nformdeon which is essential to accamplish
these in order to assess the assets and liabilities of the MIS and consider
-alternatives. The 1npor? imce of objectives, goals, etc., has been discussed
e¢lsewhere a number of times, so the focus of this study will be upon the second
item,’ This deceptively complex subject, the information necessary to manage,
nothing more and nothing 1655, i the legitimate concern; that is, a managenc
information system, not a styategic plarnjnn ©ool, not an operations ICS
technique, and definitely not jUSC an operational control device for nonxcorjnﬂ
specific tasks, although this latter activity is certainly related to a management
,1nformaL10n sys(*m and - may Jhd°“d be a subset of such a syCTem. .\ '

‘ There is much confusion about menagement information systems in general and
thie MIS in particular; this/is the root cause of many of the problems besctting
the current MIS. Qu95u10ns',uch as "What do I want it to do and why?" 'What

should it do?'" "What can it do?" '"What can't it do?" need ansviers. Stated
bJunuly it is quite clear that many persons do not either understand or agree,
or perhaps both, upon the purposes and Capaol1ic1es of the MIS, or any manage-

. ment Jnroamaiton systom for that watter. This is evident 1rowlthc Tesponses
obtained from the Groups and Staff, and from discussions with TAS, to certain
questions posed to them on the MIS and managerent information needs (see

ppendices B, Questions on Pefinition of \aLuUCM"nl Information Needs and
eassessmant of the M1S, and b, Which SURATiscs Tesponses to the questions).

- Perhaps, tco, 1t is naive and’ unvealistic to expect - full understanding and
aorcemnnu, and it should not be inferréd that any one answer to a ouestxon
posed is necessarily correct. The answer to a question such as "Fhat are your .
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es for information about his areas 01 responsibility,
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nas had o

rize and enalyze Lb° suo&t nee and validity of rospo1JcJ

plus cpinicns as to what is wrong with or lacking in

“also roflect the variebles mentioned above, 1t is next
mich less lC"Ch conclusions about, the roalols g

1% provided vpon which to ”rnpo” “he inforation;

nd make it a cohesive pwctwre, so as to furnish

t is, to relate it

grspective vhich i nd can bﬂ of some use in making iha appropriate
.silons,
Such a framework is providad in Au,) idix D, Management Information and
Plaming and Centrol. Althouzh sow rnghuconmoe:SLu11n<qumxn“Too

theoret

" decigions are referradd to, all are Lhunk1nn atout roughly the s
dpc1510u4 with respect to time span, organizaticnal level, i

cal” and a "waste of c1me,” jL honbu that the point has been made,
and it will Lg reinforced balovw, that inuﬂ A 1wial, AlL too
often, there & tendency to go charging off T 3 vith solutions

the p*ool\ma before the problcms are really uefincd or undcrctodd. The

intent herain is to derive the right solution for the real problem, not wvhat
oneone thinks it is but what it cClUl11V 15. (For cxemple, would it not be
rather foolish to mak

ment that the MIS information cnnccﬂr is inadequate?) And it doss not matier
so much whether or not there is agresmer
prebably won't be since there ave a
dS there are munu

ime vhen there is almost unanimous agroee-

che MIS real

' upont the conceptual framework (there

3% &as \’ny views of the management process

S important is that 4he classification scheme ig

nication using a Janguage mezning the same

ple, it is hx~*u that, when operational control
2 type of

gﬂlLdﬂC? amount

£ judgment 1n\olxcd, and so forth, no matter what others minnt have preferred

..*‘\) N what
there is CCTM.
*@0 to all )nvolrﬂa ‘For ¢*

I

01 even.what might have been /preferable to term that class of decisions. The
main definitions derived in Appendix D are repeated here for coavenience,

Strategic Planaing: the process of de ‘
the organization, on changes in the objectives, on the!
gross resources used to attain these objectives, aand o‘

olicies that are to govern the acq LﬁSl«lon and vse of
. > N
these resources. - : ’

cidlnw on OSJ»CtLVvS of
1
n

Management Control: the process by which managers assure
.+ that resources are cobtained and used effcctively and

2 ' \
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efficiently in the accemplishment of the orgmization's
objectives, It combines both plamning and Control within
the context of objectives and pol:gjo» determined in the
strategic plamning process; cffectivensss and efficiency
are the criteria re levant for Julnzro actions.

Operational (oq‘cro‘l._:

the process of as surJnn that specific

tasks a ried out Cffl(icnt]y and chOCxlvciSV““ﬁEBL51s

o is upbn exccution of tasks.

. : : 1t war not pocsible

MIS, but a very conservative estimate of current e

.

m

s to NPIC,

to obtain the first or original cost of the current
more

: or less dilLCLly attributable to MIS operations or, looking at  25X1
: it another way, less hardwsre costs of about yearly, this is the 25X1
o - equivalent of about 12 (NPIC average Lrﬂdﬁ) man-years. It should be  25X1

Co noted that hardware cost is essentially a sunk cost since NPIC owns its computers

: ~and contracts for regular maintenance, .and those costs equivalent to the extent
o that MIS output obviates other systems probably should be subtracted from the

: ' dﬂPUd] cost f1ouro if it is desired to arrive at an absolute cost figure.

- Appendix c, BTlGI Description of the Current MIS, and Apnondlx F, Samples
of MIS Standard Output, roughly sketch the operation of the System and indicate
its capabiliti ¥riefly, the MIS can provide vegular time hours, overtime hours,
and doller equivalents sorted in various ways HCCO”dln" to organizational element
(Cloup, DlVl.JOJ, etc.), project block (rajor work crfo*L, such as KH-4A
processing, basic reporting, etc.), sper:fic project ber, and activity or
skill codv(s). 1t is capable of providing reports or listings showing active
projects on record, active projects by vesponsible component, all projects on
record, new projects establighed, projects completed during a peried, projects
cancelled, and products and time recorded against cancelled and completed pro-
jects., TI sc Teports CCD“)&]1) include project muwber, project title, organiza-
tional eclement ch}ﬂn:tblc‘fpl the project, category or specific type of project,
i . country or area of intervest, requesting organization, project pricrity/weight,
! begin, deadline, and completion/cancellation dates, and security classification

: code of the chul1cmnnL fo;m. Also available is a report, Cosponent Tim
o - Allocation, giving weekly information on ecach cmployee by component; it shows
P name, badge nunber, grade, component, week ending date, projects worked on,
uCiJVlLlCS against projects, and regular time, overtime, and dollar ouxvalcntd.
: - In addition, theve is-a MIS capab11lty for specially formatted %cports' that is,
- presentation of data in other than standard formats in answer

fo to ad hoc requests
= but not necessarily in any format desired--there are constraints as to how
: the data may '

o
LSRG

I}
o

aggregated and presented. e B -
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MIS are

C cm‘zvnt ‘ii.; capability , which does not mzan the
RN noa meber of ways, i 1z perhaps

© the

< ’c‘h:zc it is

g 's and amounts and

tain m)’ . Ine L} oy ! > are some weal

e, 'wi’fh'in reason, | Wit h U\\ current MIS., By

[ we & c-pf‘zh\'l]}“ of meking the MIS into a real-

1-tiwe J'zmm and outpui, - then, for all intents and

to be, speaking about a new system, one in which

ish to inco rporate these sericus constraints., This
hange, cemprising redesign and at least major re-

her hand, we |
al-t

iate %
Tl( U."‘-'
“u'i thin reason"
time system, with
purposCs, W are,
it would be worse
implics a ver,
Pro; 1

¢ really consideving only mkhm the
18, dmagine that essentially the
then we are no longer spzaking of

current output were ava

i
- a managenant qystrﬂ mdb\ real ppT cability to management planning d md control
on

(cxcepu.c repovting), 1y of 1}1:11' 1.011]& be basically an operational control

The current MIS is mainly oriented towsrd project accounting, or the re-
ording of data against dis casks.  This has méant that, since all the
time of every employee is rec 1 e MIS, when utilizing the MIS all Center
'zc'cwny must bz conceived of as plied co discrete tasks, an cbvious

and serious error. The System 25 to e against this misconception,
vhich vnfortunately lm had certain ramiﬁ:a:mns in how some persons fundamental L1y
view the sctivitics of the Center , by setting up "open" project numbers and.

othayr ‘devices which 1n fact obscure rather than aid assessment of acccrrrplish—
strate management z Cteimpts to use the Syst

/ 1, Perhaps

it is of relative cly minor lmportance, but this has also increased costs through
undesivable red undancy between organization “1 elemant, activity code, and

project number,

conceptually invalid and is the great:
impu’c d purpose, to provide menagement

Not to belabor the point, buL this es
st s

ome

C ey
=
SN

Rl o

P IR

te mana u went informntion M'fal : ; - certain
'Igg'r*ovﬂ ions of I‘)OJC\,t oriented c’m"*), he Systep. is-by.design. ,L an.

clmm S, h‘th n has n .ge~

I,n managing specific tasks, it is mrpar'ce nt to. know vhen, and also how
far, something is dnviy ing frem plan or is out-of-control, so corrective
action can be taken either by supervision or ling manage ment, It is, of course,

- “’ : : 4
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a matter of judguent de a function of the pﬂitt(uﬁav activity being monitored
just how (m&ly information must be » but apparently the System is not timely
enough becauss it rarely, if ever, is ucLULJJy used for control purposcs by line
managenent and supervision; that is, cither to ascertain if things are going

g to plan or if things are out-of- control. The PMB is moving-into the
control area, monitoring projects using the MI§, .but its positicn also is that
the MIS is not timely oyO)gh for this purpose. And with respect to monitoring
specific projects, upon which the PMB scheduling function is actually based,

one could wonder if this line function, project scheduling and control, has not

_been relegated to what could be considered a rather high-level staff activity

(cvcn Thoan the PMB is composed primarily of line representatives who mect
131y) due in great part to the failure to provide line management with the

.ddtﬂ it needs in a timely fashion. Of course, the MB has the additional

responsibility of scrutinizing and va]nde1rn vequests for proeducts or services.

As mentioned, it is the consensus of NPIC components that the MIS is not
timely encugh -for hoce uses: the components envisage for it. It is safe to
say that JAS would prefer more timely output., As pointed out in Appen d x C,
output relating to time sheets is normally received about one week afte thc
data is submitted to AID. This can mean that, for a specific project, since

“the time sheets cover a one-week peried, it could be up to two wceke before

information were aval)ah’e; for example, if the information pertainad to time
recorded against a plO]CCL Comp1ctod on a Monday. For other L)p s of data,
even though the data is often JUTUL daily to AID, the lag in time can be from
about ‘two days (as a best case for items such as pi roducts produced, changes

in project status, picking up new projects, etc.) to about one full week.

This is because U,thlng is dCCOmpllshQG only once a week. .

No syscem can be all things to all pe oolc in spite of what some computer

1 b

Qp»ClullS(S will say, but this is the pOQILJOn in which the MIS has been placed. |

It is perhaps worthwhile to no;e th%u, vhile system's designers and opevators
may have many virtues, menagerial insight and competence are not necessarily
among them, but management is often afraid to challenge these specialists
ymbljcally lest it dis splay its ignorance, Such discussions usually get bogged
down in detailed technical conSJdcraLJon% freely Jaced with confusing computer
jargon, and thes battle is fought on the CO”pULCl specialist's own flcld s0 to
speak, This is unfortunate, and it shoald be -just the reverse--the yvtcm
exist’s: to serve management and the cowputer center is a service organization.
which should be able to commumicace WJih managenent in the ldnfuwoc of wanave-

ment.

~ Because expectations and needs have rot and can uot be makchvd Lv per-
formance, the MIS has failed to do any job as well as it should be done either
in the arecas of strategic planning, management contro], or operational control.,

It n30ht be paefc1ab1e to nedify, as nccded, and uup]O e the MIS (incidentially.

5
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' Sysicm, too much information nea

VORRLA

¢ which it is best
.41 control airea

To cvs _ J,Lxut in its
present configur Fication, ulti-
mately it cou d have vhich are
hzb'li, o establi £ v-'c\’cr
T

& shment as spz:cu,uc projectsy Hus do es not mean, he
t the manag & a:atj(m fz-zllou'l:"

mentioned eavlier should be disre "urd'
cd mﬂ_o:b or v'

Interestingly,
incensistent with its

ound its greatest apptlwbﬂhcy in an area
d“-sign; that is, in the area 01 what is primar L‘ly WARAGe-
ment planning (o subsat of what is called managament contrel). This is exen-
pl"r"ted by its use in the PPB precess, inclu uu““ PI’B documentation; for example,
in the planning and pregras muing of resources to accomplish approved progran
elements and sub-ele s, And within this vse, the ron-financial accounting
function is great o) tTEsoUrCes were

< of how nanp
appliced to wajor wo "u‘k sasures, based upon this historical
data, are used g future n'ummﬁ': needs; those who use these
mcasu res are quite. aware of slacl hin the System. The total financial
spect, the touchstone of the PPB Systen, is esse nu'\]ly cutside the MIS "
capabll i’cy, as Jg al) object (‘]r’.is/])"’(‘"’fc‘*.\ clement crosswalking., In addi’rion,
certain other us re l:!d(’xC of MIS data, such as forecasting for the FB, wit
tlL express knoy \1 res are rough, overall planning inputs vherein
the valu.cs of the -ising the estimating statistics are »not
Known, '

Aside £ ;'.1 the obvic"'*ic de

iciencies in c*=pJ>1],L(3e., and o«ﬁmi‘mn of ’mc
ded by 11_ ¢ W 1 )Jo’f 1:5:01p0"’ueu
€., financ ial, human resource, and s 28 rescurce informatien,
i Film with all its attri buu (.L(njlg(’?, 1_;1-0 ts, schedules, ctc.)
of as a materiel TeSOUICe~-PAThaps an vnwntmﬂ input, but none-
thcﬂe z. material rescurce. In the futuwe, electronic tra sions of a
veal-tine collection system would be am'l"rmu\) to this pr ma'ry materiel 1mu
Appzindix D nakes a point of the primacy of the management decision pr 0Ces
vhether it Le for planning or controlling purposes, or any blend of thes
activities is i ent .L!h.() mation systean must

1u the area toward vwhich a moenages
st pﬂ"o-n\.\ comprebensive information on the ongoing operation.

o be . comprehens tvo it must prowde husean vesource, suolﬂma and matericl

resource, and inter -nal and external finsncial $nformation gfca;*ﬂd to the type

of detisions which rust be made and to exiernal )cquuo'nemq For information,

and all this must be accomplished in the proper time frame. Also,- as was noted
in Appendix D, the central function of a management (.0711:1‘07. system is ativa-
uon, mouvx‘unrr nanagenent ©o make decisions and act in ways co,m.r_ske,xc with
tha overall orge anizational objectives. The relationship of the system to

other systems must be reccgnized, bx_t the system should filter and condense -
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information, irrelevant for mamogoment pu TPOSES,

> 4 historical record, often the basis
i ittle 1()1 op:u'au(mal decision-
aticn conce lmb!)'
re is a great deal of hesitancy to do so
he accuracy of Lﬂ information, (There
‘ ; soine componants and mﬂ_l/\&) The accuracy
c:oncm' asically is a fuac three things: (1) certain aspects of the

b

s vhere MIS

b"-cf:nse

Syst 'i.e., 1t ds not sufficiently reflective
of C ] N s 1
i EW SR W
J.a.ck of

isws end proCeaurss v
able to change, and (3 ) a
ent of the proced
on o potential us
vile i mnmv\,rﬁ, 1ts,  Manage all levels must shaxre the blane

the latter two pgoo ; it g s pot "back the: System” and turns a
deaf ear even wiaen real pmbiwm are surfeced. Of course, this is not true
in eve y case, avdd those components in which-it is not true are precisely the
ones vhich derive the most benefit from the MIS,

acrmacy O).
ntergst in
inadedvate va

Svwors) R

o
1921
o

1y the favlt of top man:
sorisibility of the lowest
ta to insure that it is accurate
ctor, 7oy example,

for accuracy on }\o,ﬂﬂy

l‘m her, this lack of backing is nrot necessari
ment, as is so often charged, because it is the res
“lovel of managemznt dealing with the III S input 1
and ‘as timely as the Sy5¢m D \
ither can, should, nor will check :
a1l he cen say is that ’cn“ mom cata wmust accurate and the Group

caf Chiefs nust reflect this comand and Joss it on 10 1..}lu, AppropT iate
ersons. If the MIS is wetained for any per iod and in v v fom, Center

1

- persommel ghculd be informed ,wo roughly of its accu Lacy *’oqm ements, its
C’l])??)‘i“ 'j,’c‘ies, limitations, and basic purposes, perhaps € hrough a !

o' es suggest ted by TSSG and PRDS/PP‘ . R

[

uab]e app) O”Cn to design of a wanagement infovmation system (what
y X and what it camnot do) is. to concentrate

the decisions,to be made and the informa-

%01 chein, 'l'hos'-. isions are both plamming and control decisicns,
331 of \»hl(‘h V"’,‘ 4 Jn a muEber lmrd- ters. The material in Appen lj:\' ]‘ will
ot b° repeated ]cm but it is obvicus that, to a very great _u.w*ri he MIS
is conceived of as a gig ntic data bank able to spow out specific au%ela on

immediate dema
button, For exanp] ' Jlluf‘o as data for use in answering quastions

(unspecified), comp piling papers @ 1w oreports, yea ,]y sumrations, etc,, are ¢a 11led
_fm. This (,c,uplc’:olv missas the yoJm 11] ough in fairness decision information

T s
a dat

ities of quastions in usable form merely by pressing a
c ab
3

is Smplicit ia much of what was ask ﬂ fo; Put it is also cbvious that merely
ded is not nearly a precise enough

asking managzys for answers as to what is nee

7
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e 1% ’]r‘v ant

don r-fm‘.;d. Then the
OJ’ bo’nh hardware and cost/
s possible and to

A - LR ~ 3
h newr adjix ‘eqw te in a muber of respect q, Lf all
the info in Appendi along with the new needs that will crop up
in the cou edesign, weve o be inc ;rwcu-,d in a nev system, we would
~Y.

ba approxi ly back where we "C'Tr'i'c,f‘: and vest assured that any system pre-
(11Cr1.1.(‘d lpon such an approach would be a failuve, in addition to being excessivély
. h a new system is desirved, an unhurried, in-depth study must be ©
1 tion end data ave ("u*ll r neaded by
ese, There is no oifier viacble

: ) provide these.

: we t n and institution of a worthwhile, new

X system, , . R

This also implies teking a good look at what the Center is actua 111y doing \

and what it \."L‘il be doing in the ﬂhur@' that is, definition o; cun‘cuf and .

A projected outputs.,  (Somz work has been accomplished i i cently

‘ . vhich could b“ of use.) This also concerns inpuis and

‘ CLodtis ute concern of management; that is, the pz

: decisions mist be made--what doss and will the C enter pro ce? qu,u. is not

; . necessarily uct which can be precisely measured, but explicit

' recognition of end undes ﬂ:‘;i.}iq out Center c:uwm must b\; achieved, This
-has been a p«Obl(xu in the past, and not only with u,pod to the MIS. Yor

oitation means many different things to
s the 0AK, but onvz.c-mly the hard copy OAK
beca USE other tangible »nd intangible products

example, Lirst-phase missi ‘
(11@(, Lni' L-.,O‘ﬂv. ~To soae .1’c
is only a part of the first-pl

i : . : ;
i ave fortheeming from the exerd nrf boaids s b]o", inforiation
; transiér from £ilm to PI to an tel ephone, erhancement of the

' ?-‘3 D A

. t )
’ Pi's ]\no wledge and e\p°1 tise later.reflected in a basic 1"01\)5: or special study,
; etc. It should be cleax _that the hard copy OAK (it is possible that there nay
: not even be such a 1 :in the Jutu*“) is not the only or even necessarily
m
T+

(]

A

the best measure of f..rs t~-phase processing, that it doss not ?de mtely define
the output, Pcr—hza.ps the Cf»n' s};oﬂd be viewad as’ ean inform
and transfer Jink i

ations retwork with an nxl’cpm
means of infowrm ‘

S
] t, rather than trying to a
according ©o- discy L"-, Lm"w 1‘ oducts which 1‘@31])' are only
vehicles for the information ’c.:m.,_msz er, - This doss not mean that
(m tangible output dtems may not be useful, but only that perh
o s mis ,p1 aced, What then are we real ly .>1)3Z11\1l"‘ about -as initis

."

(/]’ll‘v’{‘;fu ing
isgeptible to some
d
‘
l

SS cuiput
2 media or

8
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enificant attrily I‘L'C
rmation system tell
ed,

ved fov exp109*vtion? Yihat is the nost
, and what sheuld and can a 1tnu|y ment 3
s is the type of analysis nec

of this proce
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2
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us about the process? Tl bR

n
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The PPB Staff was )‘occm'l) asked to give OAK unit cos “ these cannot be
derived objectively from the MIS for the reasons alluded io abome. If hard
copy OAK production were stopped tomorrow, but something analogous to first-
ph se pzocos%:nn continued, it is COPQ?lYeblC that there could be relatively
insignificant savings, p"l"l icularly in PI time, the point being that we do
not Jiave the. information needed readily available in the MIS to make .vcls1ons
in this avea.with eny degree of assurance, nor do we know if it is possible
obtain such information in any qu mtifiable sense because the activity has not
been cxplicitly and QQCt»UijY defined. The gross flphlc available could be
of some use, along with a healthy input of Judfment, in assessing the problem,
partlculally if the question were directed toward the broad Ubloxt of all
first-phase prﬁfnss1no but beyond that there are serious difficulties, Nor
should be attempt to impute accuracy because we have some figures; attoching
a number to «Cm;*Hinn does not make it a fact! o

In spltc of the many problems attendant to the current MIS and its i
utilization, the System does have positive aspects which should not be overlooked

cor minimized, The MIS is used: to determine grossly how the Center uses its

manpower, how and on what the components <nnnd their time, and the costs of
specific projects or categories of prOJoch"fox various plaming purposes, and -
in the documentation for the PPB System. As was stated, 11 is mwainly a historical

“record on which few current operating decisions are bascd; however, instances
- of decisions based primarily on MIS data can be cited; for exaple, by JAS.
- “As PSG/RD pointed out

all of the MIS data can OOVIOUS]V be put to some use,

although there is little evidence of a great deal of leor“ h?VlP” van ex-

‘pended in this direction.

" Perhaps “the best way in “hxch to look at the positive aspects of the MIS

-3s to consider what the state of affairs would be if the MIS were suddenly

discontinued. Obviously, Center management needs some data similar to that
available in the MIS; in fact, the real problem is that more and also certain
different types of information are necded and some of it in a more timely
fashion., If the MIS were deleted, components would be forced go establish
systems, marual and/or automated (Jn addition to those systens ‘alyeady existing

-outside the MIS), to £ill the gap, and at the top ; manaUCﬂcuL 1dvel at’ least,

there would be a major problem of mutual reconciliation and interface of these
systems. There is absolutely no assurance that th: \0W1d bv any dess cos x]y
han retaining the current n‘»IS S

_©
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that NPIC now bas an ongoing, ‘lﬂ
B o £

Qe M quanti {
Mlb MeEns 1'V‘~ £ which little is known and in which uubu,u«

r

1y would bo y ces are now familiar with the MIS, and
articuiar ds $ vu ave used o the reutd Discent mm:
MIS would mean discarding the positive aspa ects, and any systans Lophcm.
7111 have real costs rela Sve to indocirination oﬁd re-establishment of a
routine, i

This leads to the conclusion that, until scmething better is aveilable,
the basic MiS should be 1"e'tauwl~~nut necessarily in its current conffiguration--
s Yurther study proves t this to bz a bad conclusion; that is, unless the

valid infovmati ents now met by the MIS can be met through other

fficient systems, probably basically manual and vnit
‘ or /DP vhose opgrations o and Costs present a more favoreble alternative,
Jowey before this can bz determined, any and all other systems must be well

14
defined in fu
\'0)‘(1“, it would be a mistake to announce discos itinuence of the MIS and generate
probably what would be a mad scramble to establish other Jysu,ms; if it were
decided to discontinue the MIS and not replace it with a more p:rs\mfful centralized
and automated system, the s LM* following the demise and z*ny other systemns o -
be operated in licu of the MIS should be well planned, understeod, and agreed to
by all. There are pa ’ci\/a Lwprovenents which could be made in the MIS, along
costs to be achieved, pavticularly with respsct to

it sretation and manipulation

ther study so they can be weighed ageinst the MIS, In other

1 data input and iy
of ou’cpm. @ System can be triwmed end tailoved to better meet \<
needs nove :l.cxuuly, md perhaps its primary orientation redirected so that

i cential can be better realized while, at the same time, not discarding the
“ion useful to pvmﬁourﬁnc- that is, the management infornation "Eallouth.
from the System, : ' ’

i‘x

A new systes q, h study of (“cn lUL and cutput, the
decision processss, @ ‘nd e‘<icmm1 information requirenents, would be focused
upon -the mar en’c control &rea. _I.o\ov r, the system should have the Capablll
of drawing upon data stored and used for oos-'r ational control and stra tegic
planning purposes. The application would therefore be an integrated data pro-

25

cessing system J:Pmpo:at'ﬂvr, firstly, pertinent husan re esource, materviel resource,.
and financial nful”“’lucu used- J'uv managenent decision-inaking and external
Lreporting, and, secondly, detail opera ‘..ZLOT‘"]. control dz’rzg, “deemed necessa y

and fe vai to 1L.,1UrL in the sy si cm, and cer’calu swa’rcmc plaming infor
tion.  As pointed out in Appendix D, however, it is neithe c‘f*s. rable nor

b 1 b 5 WA
ly ..1:3 suei,eou: p nuing acc:LVJ,'cy.
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Therefore, lJL\LbﬂllL) i
add, u‘hwe and alter bJIL

ount dmportance; that is, the capability
& p}J\“‘ LoD Prograns and storage files, because
)x‘alhlﬂuh it informa ¢ needs, much less operationa) control systems, ave not
static over time and lead times are often such that a system can be ocutdated
before it is operational. This epproach is now within the state-of-the-art.

For example, with such a sy<t&J, it would be possible to add new types of infor-
mation as needs change, to delete files no longer worthwhile to retain, and to
change prograns vhich . a\s~\\lc and nanipulate - data dvawn from storage files.
This capability, possibly along with 1cn1—c3mc access and remote dlsplay devices,
would be built into and be an integral part of the system, obviating the exten-
sive and cap&nal\c reprogramning now attendant to any major ckdn«cs to the MIS.
Such a system is usually ter a computer-based, general purpose, information
mgnﬂﬂemonu stirm, private industry is now working on the concept. : :

"""J‘

VhokeMLo" tives to the management information problem are:

, 1. Discontinuc thc‘present MIS; reject the centralized,
- autopated systoem concept, and establish the appropriate de-
centralized systems, : :

2, Discontinue the present MIS; use other intevim systems,
-and move tow —ud a new, wore po..\,x fu] centralized, automated
Ssystem: . T o
3. Continue tho plo sent ?]S, improving it as much as
- possible, and do not cons;de other systems,

4. Continue th° present MIS, improving it as much as
possible, and NOV“‘LOhﬂld @ new, nore powerful, centralized,
aULomchd S)SL\M. o T i T

Majcr factors, developed in the plCCGdIDO dlicus sion, b\arwnn on the problem

Care:.” e e

B / - -
1. As a nmmoemcm in fo ration sy
is conceptually invalid primarily becaus
P

account- orientation and its narrow sco
e SN L o - |
: 2. - The MIS is now actu111y inadequate as & mana ecman'
information GyJLLm and for other purposes for that mqttcr;-
~in a number of res spects, Jnclunlno timeliness, accuracy, output

formats, and data con«cnu._ » Lo -
3. The full potential of the cufrent‘ﬂls has not been o
realized, : S . o i ] 7 )
1
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the following conclusions and reccs
—

|
Approved For Release 2008/09/23 : CIA-RDP73T00325R000100010023-7

v PADER

4, The current MIS 3s not excessively costly in view

of its stated purpose, but it is costly in view of its actual
perforinance., ’ 8

'

5. The current MIS can be modificd to nmake it more efficient. .—

6. If the MIS isc 0n13v1 ed certain beﬁgf ts will be
foregone, ’ '

7. There is no assurance that there will be any savings
to accrue from disc *jruap”c of the MIS. N '

8. Replacement of the MIS 1lth d“CCHtTil] red syste ms is
liable to be fraught with pnohlxms whercein significant information
gaps could emerge.

S 9( Tt is doubtful that other than a Ccnt;a11¢Oo, automated
system can maet the needs of Center management.

- ;10. hxcept for one Growp, there is unanimous intevest
more timely information, particularly in real-time capabilit
and remote output devices. . . .

NPi( management conceives of a new

11. In certain c ses
a ata bdﬂh able to respond rapidly to almost
no

" system as a gig
any question. Th

:

t a practical concept.

12. There are tvo fundamental ow1octxvos for a management
“information system: to provide essential information necded
for management decision-making and to provide information
legitimately demanded by oxternal authority. Any new system
should be desiened to achicve only these objectives. Extranecus
and “nice-to-have" information should be excluded from the
system. ' o ‘

13. The 1 type of system able to achieve the objectives is
w1uh3n the state-of- tho art. :

‘Matching the alternatives with the major factors bearing on the problem,
ud”thﬂS havc been reach 2d

maae

1. The Center sbuuld KLILL with thé co*cept ofa -~ . -
centralized, automated managemsnt information syst ém; to '
regect this concept is a step ba ckwaxd This is 1n line -

. ' . : 12
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with the kxecutive Director's stated desire that the Center
nove toward automation and optimization of the exploitation
process. ' '

2. ‘The current MIS should be retained and modified at
a reasonable level-of-effort. T

3. The modified MIS should be ]cnt 1n opo)atLow wnllc
2 qcud/ of managenent 1nfo“mat10n reods t}

31011 | Process
s pcr.-:(mncd

4. As z result of the vady a new systenm cone ept sh uld
b° developed. : ) .

5. Prelimina*y cost estimates for medification of the
ccurrent MIS, if feasible, and new systems capable of fulfilling
the nceds stated in the systems con ccpc should bﬂ generated.

"6, ost/ef‘_«:ecuvencs‘ cvaluat ion 0;; the alter'natl\res
should be cacried out and the results, along with the final
systems concepts, presented for executive decision.

7. The decision reached in step 6 should be pursued
vigorously and strongly backed by NPIC management through
to  and after implementation. It will be not only desirable,
‘but necessary, to assign some of the best assets of the
Center to this task.

8. Because dcvelopmcnt'of a new systems concept will
- require an in-depth study of NPIC with respect to current
and future input, output, decision processes, and external
information r01u11cmnlts, there will be worithwhile side
benefits from the study with -applicability to other Center
~ problens. : o ;

9. Such a study QHQU]d be run prnw 111y in-house, ~ -
with COﬂL]?LtUil assistance as needed
S EEETS

R e oo
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